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Mr. YEUNG Ka-sing, JP
Chairman
Task Force on Review of

Civil Service Pay Policy and System

Task Force on Review of
Civil Service Pay Policy and System

Thank you for your letter dated 25 April 2002. I am pleased to inform you that a
thorough consultation has been conducted in the Department. Views from the
departmental management and the staff side op the Task Force's Interim Report have been

sought.

You may wish to note that following the announcement of the review of the pay
policy and system for the civil service by the Secretary for the Civil Service, the
Department set up a working group in last December to serve as the departmental resource

group and co-ordinator in responding to all matters arising from the Review.
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Consultation

Upon rcccii)t of the Interim Report and the consultation documents, the
Department immediately embarked on the consultation through the established staff
consultation channels, namely, the Fire Services Departmental Consultative Committee
(FSDCC), the Fire Services Department Civilian Staff Consultative Committee (FSDCSCC)
and the Staff Relations Units (SRUs) at Command and Division levels. Furthermore,
views of all Senior Commanders (Chief Fire Officers/Chief Ambulance Officer) and the
aforesaid FSD Working Group were sought.

During the consultation period, special meetings of DCCs were convened and

members were briefed on the background of the setting up of the Task Force and the Review.

" The respective SRUs then held meetings with their Service members and conducted a
questionnaire survey to solicit members’ vicws on the 28 questions.  The civilian staff also
had discussions on the subject. Specially designed questionnaires on the issue of
departmentalization of general/common grades staff were distributed and completed by
members of the general/common grades in the Department. Samples of these two

questionnaires are attached at Appendices I & II.

Views gathered from Departmental Management and Staff Side have now been
collated/consolidated and are attached at Appendix III and IV respectively. The original
submissions received from staff unions/associations (5) and individual staff members (2) are
at Appendix V(a) — (e) and Appendix VI(a) & (b) respectively.

Highlight of Views from Management Side and Staff Side

The views of the Management Side and the Staff Side on the five specific areas of
study are highlighted below —

Pay Policies, Pay System and Pay Structure

The FSD Management and Staff Sides do not support a major overhaul of the
civil service pay policy and system. Both sides also consider that the disciplined
services’ pay should be treated differently from the rest of the civil service by
virtue of the unique job nature of the disciplined services. On the other hand, the

Management Side consider that regular pay level, pay structure and pay trend
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surveys should continue to be conducted to ensure that civil service pay remains
comparable with the private sector but the Staff Side’s views are more diverse.
Only 45% of the staff share the view of the Management Side on this issue.

Replacing Fixed Pay Scales with Pay Ranges

Basically, both the Management and the Staff Sides do not support the
introduction of flexible pay ranges and performance-pay to the disciplined
services. However, the Management Side consider that flexible pay ranges may
be applied to senior civil servants. The Staff Side’s views on this issue are more

diverse.

Pay Adjustment System and Mechanism

The Management and the Staff Sides are of the view that fiscal constraints should
not be an over-riding factor in determining pay adjustments. As regards broad
comparability with the private sector, the Management Side consider that the
principle of broad comparability with the private sector should continue to be
adhered to but the Staff Side opine that there is no private sector counterpart for
fire services to compare with in terms of the unique job nature and requirements

of the latter.

Introducing Performance-based Rewards

Both the Management Side and the Staff Sides do not support the introduction of
performance-pay to FSD. While majority of the Staff Side do not support
team-based and individual performance rewards, the Management Side have an
open mind on the introduction of individual performance rewards, which could be

non-fiscal rewards.
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Simplification and Decentralization of Pay Administration

Both the Management and the Staff Sides are not in favour of decentralization of
civil service pay administration to departments. The Management Side and the
Staff Side have slightly different views on the issues of departmentalization of

general/common grades, flatter organization and de-layering.

Should the Task Force decide to take forward the next stage of the Review, we
would like to participate in the study and explain the specialtics and uniqueness of the
Department to the Task Force or your commissioned consultancy to facilitate your

deliberation on the suitability of introducing the various pay initiatives in disciplined

service.
With kind regards,
Dircector of Fire Services
Encl.
c.c. Secretary for the Civil Service ) Appendix I-IV
Secretary for Security )

Hong Kong Fire Services Department Staffs General Association
Hong Kong Fire Services Officers Association

Hong Kong Fire Services Department Ambulance Officers Association
H.K. Fire Services Department Ambulancemen’s Union

Hong Kong Fire Services Control Staff’s Union
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Appendix IV

Views of Staff Side (SRUs)' of Fire Services Department on
Review of Civil Service Pay Policy & System (Phase I Study)

1.  Pay Policies, Pay System and Pay Structure

Is:,ue_ ) | Views of Staff Side (SRUs)
Question 19 (a) | About 85% of the staff consider that a major overhaul
Should there be a major of a well-established civil service pay policy and
overhaul of the civil service pay system 1s not appropriate.
policy and system, should more |w  The performance-pay policy is not applicable to
emphasis be put on emergency forces as members of disciplinary forces
performance-pay, clean wage cannot choose a busy or high risk bound posting to
policy (i.e. paying “all cash” demonstrate their performance.
wages in lieu of allowances, ]m  Performance-pay encourages members to work for
housing and medical benefits, short-term plan for a prompt feedback and immediate
ete)? reward.

m  “All cash” wages would mislead the public that the
civil servants are over-paid and it would affect the

morale of the civil service

Question 19 (b) = zil:.:ﬁout 60% of the staff’ opine that senior civil servants
Should senior civil servants be should not be subject to a pay policy which is different
subject to a pay policy which is from the middle-ranking and junior staff.

different from that of the m  All civil servants irrespective of their ranks should be
middle-ranking and  junior subject to the same pay policy.

ranks, placing morc risk/award m  Promotion is reward, no need to have different pay
factors on the former? policies for different ranks.

: . m The difference in pay policy between senior and
middle/junior ranking stall’ will lead to divisiveness
between the staff

m  The risk/award factors in various ranking have already

' Staff Side’s views are mainly collected through the completion of questionnaire by members of SRUs. The SRU
is a kind of consultative machinery in FSD. SRUs are set up at Command and Division levels and comprise
members of ADO/SAQ and below and Other Ranks. SRU provides a channel for members to express views on
matters such as departmental consultative arrangements, salary scales, conditions of service, etc. For the purpose
of staff consultation on pay review, a questionnaire survey was administered amongst Service members. A total of
8,553 questionnaires were distributed and 6,608 questionnaires were completed and returned with response rate of
71.2%. On the other hand, a specially designed questionnaire to solicit the views of general/common grades staff
on “departmentalization” was distributed to 361 statf members for completion. 333 questionnaires were returned
(response rate; 92,2%) with 323 staff indicating their overall view of departmentalization

As at 2002/6/27
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| I—

(i)géstion 19 (c)

Should the disciplined services’
pay be treated differently from

the rest of the civil service?

Over 80% of the staff consider that the disciplined services’

iservice in view of the nature of work, risk to life,

pay should be treated differently from the rest of the civil

disciplinary restriction, etc.

| Question 19 (d)

Should we continue to conduct
regular pay level, pay structure
and pay trend surveys to ensure

that civil service pay remains

comparable with that of the wm

private sector?

:

Views are diverse.

Over 45% of the staff consider that the regular pay
level, pay structure and pay trend surveys should
continuc to be conducted to maintain government’s
competitiveness in the human resource market.

Some 38% of the stafl opine that there are no
comparable jobs for the disciplined services in the
private sector, comparability with the private sector is

not applicable to the disciplined forces.

Question 19 (e) '
Or  should
affordability

over-riding consideration in pay

Government’s

to pay be an

adjustments?

Nearly 75% of the staff consider that Government’s
affordability should not be an over-riding consideration in

pay adjustments

Ouestion 19 (f)

What features of the existing

pay policy and system should be
retained to ensure stability and

morale of the civil service?

benefits should be retained. In particular, the annual
increments, annual pay adjustment mechanism and all
allowances should be retained to ensure stability and morale

of the civil service.

II.

performance-oriented culture in

Replacing Fixed Pay Scales with Pay Ranges
Issue Views of Staff Side (SRUs)

”Q_‘.:Lgs_t_iqn_,;iﬂ_@) Over 7(_)% of the staff consider that the introduction o-f

Would the introduction of [flexible pay ranges would not bring benefits in the Hong

flexible pay ranges bring {Kong context. On the contrary, it may provoke flattery

benefits in term of Dbetter |culture and arouse grievances among members. This will

rewarding - performance and |hamper the cohesiveness and morale of the disciplined|

enhancing a [(forces.
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the Hong Kong context?

Question 20 (b)
Would flexibility in  pay
progression lead to potential

divisiveness  among  civil

servants?

1

- Over 75% of the staff opine that flexibility in pay

m In order to get higher pay, competition will be very

progression would lead to potential divisiveness among
civil servant, especially those of the same grade

working in different departments.

keen and teamwork will no longer exist. It will affect
the harmonious working relationship and hence the

cfficiency of the team will be sacrificed.

Question 20 (¢)
Should flexible pay ranges be
applied to the entire civil

service, or only to senior civil
servants, who typically have
heavier management

responsibilities?

m  45% of the staff consider that flexible pay ranges
should not be applied to the entire civil service.

m  Some staff consider that it may be feasible for the top
management level or senior civil servants with heavier

management responsibilities.

bﬁestion 20 (d)
Should flexible pay ranges
apply both to civilian grades

and the disciplined services?

Question 20 ()
Would changes be required to

the  existing  performance
measurement and  appraisal
systems to  support  the
introduction of flexible pay

ranges?

m Over 70% of the_staff are of the view that flexible pay
ranges should not be applied to both civilian grades and
the disciplined services.

m It is definitely not applicable to the disciplined services,
FSD in particular, as 'S members are working in teams
and their performance c¢ould not be measured
individually. |

m Tt will lead to divisivencss between civilian staff and
disciplined staff’

Over 50% of the staff indicate that no change o the em%

performance measurement and appraisal sjfstem is required

as they do not support the introduction of flexible pay

ranges.

Question 20 (f)
Would a performance

management system directly

[ “?.O% of the staff consider that a performance

management system directly linked to pay would not|

be the most effective way of nurturing a performance
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linked to pay be the most
effective way of nurturing a

performance culture?

culture.

Some opine that a sound promotion system would be
the most effective way of nurturing a performance

culture.

1. Pay Adjustment System and Mechanism

Views of Staff Side (SRUs)

Staff’s views on this question tally with question 19

Nearly 43% of the staff consider that for most of the
civil servants, the principle of broad comparability with
the private sector should continue to be adhered to.

As the disciplined forces could not be compared with
the private scctor in terms of their unique job nature
and requirements, certain adjustment would have to be

While 38% of the staff perceive that the cxisting pay
adjustment system is still regarded as fair by both civil
servants and the public, 38% have no comments.

There is no suggestion on other pay adjustment

the

Over 60% of the staff do not see the need for changin.g_

or introducing more flexibility in the existing

They consider that the existing mechanism is effective.
Moreover, although there is some outcry for a change,

the public have not reached consensus on the issue.

over-riding

determining pay adjustments?

Issue
Question 21 (a) ]
Should the principle of broad (d) above.
comparability with the private  |m
sector continue to be adhered to?
|
made.
Question 21 1b1. m  Views are diverse.
Is the existing pay adjustment ~ |m
system still regarded as fair by
both civil servants and the public
which they serve? Would &
another mechanism scrvc this mechanism.
purpose just as well, or better?
Question 21 (c) 5
Is there a need for changing or
introducing more flexibility in adjustment mechanism.
existing adjustment |m
mechanism ?
.__Ouestjon 21 (d) |
Should fiscal constraints be an
factor in |m

Staff’s opinion on this question matches that of a
similar question, i.e. question 19 (e).
About 74% of the staff consider that fiscal constraints

should not be an over-riding factor in determining pay

adjustments. ;'

|
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Question 21 (e)
Depending on whether and to

what extent, pay administration
should be
departments, what would be the

decentralised to

right balance for Hong Kong in
terms of central
control/guidance Versus
autonomy/flexibility for

individual departments?

Staff have the following views:

The existing system should not be changed.

Pay adjustment should be under central control and
guidance while deployment of resources to be devolved
to Heads of Departments

Additional resources will be required by individual
departments to implement decentralisation of pay
administration and hence will impose financial burden
on the Government.

Decentralisation may give rise to endless pay
negotiation, overall efficiency of the civil service will
be affected.

IV.  Introducing Performance-based Rewards —
Issue Views of Staff Side(SilUs)

Question 2 (a) m  Nearly 70% of the staff do not see the merit for Hong

Do we see the merit for Hong Kong to incorporate elements of performance pay in

Kong to incorporate elements of civil service salaries.

performance pay in civil service |m  Performance pay is not applicable to disciplined forces

salaries? since quantitative measurement is unfair.

Question 22 (b)  |m About 44% of the staff consider that other forms of]

Apart from pay ranges which performancc-bascd rewards are not needed.

already have performance- w  22% of the staff opine that other forms of]

related elements, do we need to performance-based rewards to be considered could

consider other forms of include annual bonus, special bonus and performance

performance-based rewards? bonus which should be awarded to civil servants on a

" one-off basis in recognition of their outstanding

performance in the previous year. Other suggestions
include cash award, leave award and S-year
achievement target award.

Question 22 (c) m  Over 60% of the staff object to the tearﬁ-_Bas;é(i

Should team-based performance performance rewards.

rewards be used and, if so, to |m For those who support team-based performance

which group (senior, middle,
lower or all levels) should they

apply and on whal_ b_'asis'?

rewards, they consider that it can be applied to the
middle and lower levels to enhance their incentive.

Nevertheless, it is not applicable to disciplined forces.
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Question 22 (d)
Should individual performance
rewards be introduced and, if

so, to which group (senior,
middle, lower or all levels)

should they apply and on what

basis?

Question 22 () -
Some improvements to the staff
appraisal system have been
introduced in recent years.
What further changes are
needed  to support  the

introduction of performance-

related pay?

V.

Over 65% of the staff consider that individual performance|
rewards should not be introduced to the civil service as it

would lead to potential divisiveness among individuals.

In general, staff object to the introduction of]

u
performance-related pay.
m  Should performance-related pay be introduced, the

whole appraisal system should be reviewed to set up a
grading system that can objectively quantify and
measure the performance of individual civil servant.

Some suggest 360° appraisal.

Simplification and Decentralisation of Pay Administration —

Issue

Views of Staff Side (SRUs)

Question 23 (a)
Should consideration be given

to introducing decentralisation
of pay
administration for a city like

civil service

Hong Kong?

Over 60% of the staff consider that there is no need to
consider introducing decentralisation of civil service pay
administration in Hong Kong because (he exisling pay
administration by the Central Government has proven to be

effective.

Question 23 (b)

If decentralisation

of civil
service pay administration is to

be introduced, how much pay

As staff object to the decentralisation of pay administration,
they consider that the issue on devolution of pay and

grading responsibility is out of the question.

current general/common grades

and grading  responsibility

should be devolved to

departments?

Question 23 (¢) m  About 43% of the disciplined staff consulted {;om'-.:iderr
Should some or all of the that the current general/common grades staff should

not be departmentalised.
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staff be departmentalised to |

facilitate department-based

management?

Those who favour departmentalisation consider that itI

would promote stafl’s sense of belonging.

As regards the general/common grades staff, about

37% of the general and common grades staff consulted

indicate that they do not support departmentalisation

because they opine that:

- Promotion prospects would be more limited.

- Deployment and posting for staff would be less
flexible.

- Department might become o flattery culture might
be nourished leading to unfairness in promotion
and posting

28% of the general/common grades staff consulted

have no comments and about 25% have not yet decided

and/or have some reservation on the proposal.

Question 23 (d)
If civil
administration i to be

service pay

decentralised, there may be a
rather long transition period.
How can the standard of service
and staff morale be maintained

during that period?

- Basically, staff’ do not support decentralisation of pay

administration.

Should decentralisation of pay administration be
implemented, it is essential to retain the existing salary
and benefits and enhance communication with staff in
order to maintain the standard of service and staff

morale during the long transition period.

Question 23 (¢)
In terms of simplification, is
there scopec to amalgamate

existing grades within broader

occupational categories? Is
there scope for having flatter '

organisations with wider span
of management control and
fewer rank layers?

About 47% of the staff do not consider that there is
scope to amalgamate existing grades within broader
occupational categories, nor is there scope for having
flatter organisations with wider span of management
control with fewer rank layers.

About 33% of the staff offer no comment on this issue.
20% of the staff who support simplification consider
that it will streamline the work procedures and result in

fairer distribution of work.

|

Question 23 (f)
Should a formal job evaluation

system be introduced and, if so,
should this be operated centrally
or at department level?

Staff’s views on the operation of a formal job!
evaluation system are divided. |
Over 50% of the staff opine that a formal job

evaluation system should not be introduced.

33% of the staff have no comment on this issue.
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For those who opine that formal job evaluation should|
be introduced, some consider that it should be operated
centrally under the monitoring of an independent body
while others consider that it should be operated
departmentally. Moreover, they consider that it is
only applicable to civilian grades and not applicable to

disciplined staff.

Fire Services Department
June 2002
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Appendix VI (a)

MEMO

From Chairman, Workshops SRU Bl To  Secretary, FSD Consultative Committee
Ref. in FS/WS AG/CSPP 30 ) (Attn.. )
Tel. No. _ YourRef. _in

Fax. No. __— dated Fax. No.

Date 15 May 2002 Total Pages 1

Interim Report of the Task Force
on Review of Civil Service Pay Policy and System

I refer to the above report and my comments are as follows:-

(a) Commonly adopted pay policies and systems
Apart from the factors and parameters mentioned in the interim report, pay
policy and systems shall also consider the cost of living in that country,
especially, the cost of housing. Also, the interim report has mentioned the
efficiency and productivity, there is nothing in the report how the relationship
are set against these two parameters, and how the individual countries are
compared with Hong Kong on the efficiency and productivity.

(b) Experience of replacing fixed pay scales with pay ranges, or other pay systems
Due to the lack of a mutually agreed mechanism, the use of pay ranges and other
pay system other than the existing fixed pay scales may cause lots of disputes
among the Civil Services.

(¢) Systems and mechanism for pay adjustments
No comments.

(d) Experience of introducing performance-based rewards
The use of performance-based rewards may gradually build up an atmosphere in
the government to concentrate predominantly on short term activities and policy so
as to yield a quick result on his work. Eventually, it is unlikely to have an officer
who has a term of two to three years in his office to spend any effort on medium and
long term policy and planning as they are unable to yield any noticeable result
during his reign.

(e) Experience of simplifying and decentralizing pay and grading administration
No comments.
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Appendix VI (b)
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